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PROJECT EVALUATION SUMMARY - PART I1 

13. SUMMARY 

The Caribbean Education Development P ro jec t  comprises t h r e e  
subprojec ts :  t h e  Primary Curriculum Subproject executed by t h e  Universi ty 
of t h e  West Indies  ( U W I ) ;  t h e  Secondary Curriculum Development Subproject 
implemented by t h e  Caribbean Examinations Council (CXC);  and the  Primary 
School Construction and Rehabi l i ta t ion  Subproject whose executing agency 
is t h e  Caribbean Development Bank (CDB). Only t h e  f i r s t  of these  t h r e e  
subprojec ts  is s t i l l  being implemented: t h e  o t h e r  two have been completed. 

The Caribbean Education Development p r o j e c t  seeks t o  enable t h e  human 
resources of t h e  Caribbean t o  achieve t h e i r  f u l l  p o t e n t i a l  through t h e  
improvement of t h e  learning environment f o r  t h e  primary and upper 
secondary age groups. 

The Secondary Curriculum Development Subproject ( h e r e i n a f t e r  r e f e r r e d  
t o  a s  t h e  P r o j e c t )  attempted t o  improve t h e  q u a l i t y  of the  l ea rn ing  
environment f o r  t h e  upper secondary school age group by upgrading t h e  
q u a l i t y  of t h e  curriculum and i n s t r u c t i o n a l  approaches used i n  secondary 
schools .  I t  a l s o  attempted t o  s t rengthen t h e  Caribbean Examinations 
Council ( C X C ) ,  a regional  i n s t i t u t i o n  e s t a b l i s h e d  and supported by 
four teen  (14)  Commonwealth Caribbean Governments. The p r o j e c t ,  a 
four-and-a-half year  e f f o r t  (1979-1983), t r i e d  t o  accomplish i t s  
ob jec t ives  through a s e r i e s  of regional ,  s u b r e g i o n a l / t e r r i t o r i a l  and 
Local woskhops 

The implementation of p ro jec t  a c t i v i t i e s  was se r ious ly  hampered 
during t h e  f i r s t  year  by delays i n  employing urgent ly  needed s t a f f  both 
t o  a s s i s t  the  p r o j e c t  Coordinator faced with increas ing demands on her  
time and t o  serve  a s  Local Coordinators a t  t h e  t e r r i t o r i a l  l e v e l .  

Despite these  delays,  Projec t  implementation g rea t ly  accelera ted  
subsequently and t h e  p ro jec t  came t o  have an impressive p o s i t i v e  impact 
on t h e  t e r r i t o r i e s  of the  region. A review of t h e  CXC documents, 
i n t e r n a l  evaluat ions  and repor t s  a s  we l l  a s  t h e  f i e l d  s t u d i e s  i n  which 
t h e  External  Evaluation Team has been involved, provided evidence of a 
p r o j e c t  t h a t  has been c a r e f u l l y  planned, we l l  organized and e f f e c t i v e l y  
implemented with a p o s i t i v e  record of accomplishment. 

A most important achievement of t h e  P ro jec t  has been t h e  c l e a r  
emergence of CXC a s  an educational  agency which can a s s i s t  long-range 
improvement and development of secondary education i n  the  Caribbean. 

The evaluators  have reported t h a t  during t h e  l i f e  of the  p r o j e c t ,  
t h e r e  have been many s p e c i f i c  and important achievements d i rec ted  towards 
the  r e a l i z a t i o n  of p ro jec t  goals  among them a r e  t h e  following: 

( a )  Fourteen t e r r i t o r i e s  have become p a r t n e r s  i n  the  p r o j e c t  with 
d i r e c t  involvement of Min i s t r i e s  of Education, the  appointment of Local 
Coordinators t o  manage t e r r i t o r i a l  p r o j e c t  t a s k s ,  and the  involvement of 
most secondary schools ( inc luding school admin i s t r a to r s  and t e a c h e r s ) .  



( b )  A t o t a l  of 264 regional ,  subregional  and t e r r i t o r i a l  workshops 
have been held  involving t h e  p a r t i c i p a t i o n  of almost 4,500 teachers  and 
educators  represent ing  a l l  t e r r i t o r i e s .  These workshops included 
planning seminars, a s  well  a s  sy l l abus  reviews, sub jec t  developments, 
e d i t o r i a l  and psychometric workshops. 

( c )  A s i g n i f i c a n t  number of teaching-learning mate r i a l s  f o r  both 
t eachers  and s tudents  have been developed, l a r g e l y  a s  an output  of 
workshop a c t i v i t y .  Although circumstances have m i l i t a t e d  aga ins t  des i red  
reproduction and dissemination of t h e s e  ma te r i a l s ,  CXC i s  now i n  a 
p o s i t i o n  t o  acce le ra te  t h e  achievement of  t h i s  t a s k .  ' 

( d l  An important beginning has been made i n  t h e  development of a  
reference  l i b r a r y  a t  CXC. A t o t a l  of 1,521 t i t l e s  a r e  a l ready ava i l ab le  
and indexed f o r  use. 

( e )  During t h e  course of t h e  p r o j e c t  CXC has developed new s y l l a b i  

and examinations f o r  a  number of new f i e l d s  of s tudy and has a l s o  revised  
a number of s y l l a b i  and examinations f o r  f i e l d s  of study which were i n  
exis tence  a t  t h e  beginning of t h e  p r o j e c t .  

( f )  In a  r e l a t i v e l y  s h o r t  per iod  t h e  new and revised  s y l l a b i ,  new 
and improved teaching methods and new teaching - l ea rn ing  a i d s  have had 
an impact on students .  This was evident  i n :  

( i )  p o s i t i v e  a t t i t u d e s  towards l e a r n i n g  a s  well  a s  higher 
l e v e l s  of motivat ion;  

(ii) increased a n a l y t i c a l  performance and independent th inking;  

(iii) increased i n t e r e s t  i n  s tudy e s p e c i a l l y  i n  those a reas  
deal ing  with the  Caribbean region ; 

( i v )  improved s tudent  performance i n  academic and p r a c t i c a l  
subjec ts .  ( d e s p i t e  t h e  evident  d i f f i c u l t y  of developing an 
evaluat ion design t h a t  measures t h e  f u l l  e x t e n t  of p r o j e c t  
influence i n  t h i s  a r e a s . )  

( g )  The impact of t h e  p r o j e c t  on t eachers  has  been var ied  and 
considerable.  An increased number of teachers  have: 

( i )  become f a m i l i a r  with t h e  content  of CXC s y l l a b i  and 
the  methods of teaching t h e  s u b j e c t s ;  

(ii) learned t o  w r i t e  curriculum m a t e r i a l s ;  

(iii) been ab le  t o  u t i l i z e  improved and var ied  school based 
assessment techniques,  almost 800 receiv ing t r a i n i n g  
i n  t h i s  a rea .  



( i v )  through p a r t i c i p a t i o n  i n  workshops, been af forded t h e  
opportunity f o r  p ro fess iona l  exchanges with teachers  
from o the r  schools  and t e r r i t o r i e s .  

( v )  been ab le  t o  extend t h e i r  l ea rn ing  t o  t h e i r  col leagues 
not  a t t end ing  workshops, through both formal and 
informal means of communication and sharing.  

By t h e  t ime t h e  Projec t  ended it had exceeded t h e  ob jec t ives  
s t a t e s  i n  t h e  P ro jec t  Paper: whereas 11 sy l l abuses  were t o  have been 
developed, 12 were e i t h e r  developed o r  r ev i sed ;  whereas 149 workshops had 
been planned, 264 were conducted; whereas 2,742 teachers  were t o  have 
p a r t i c i p a t e d  i n  workshops, 4,426 were a c t u a l l y  t r a i n e d ;  whereas 85,000 

0 s tuden t s  were t o  have benef i t t ed ,  a  t o t a l  of about 13,000, i n  f a c t ,  k 
proved t o  be b e n e f i c i a r i e s  under t h e  P ro jec t .  A l l  t h i s  was accomplished 
a t  no% e x t r a  c o s t  t o  the  p ro jec t .  Although t h e  p r o j e c t  was extended f o r  
seven ( 7 )  months beyond i t s  i n i t i a l  PACD, c a r e f u l  f i n a n c i a l  management 
and c o s t  savings permit ted the  de l ive ry  of more s e r v i c e s  than were 
i n i t i a l l y  planned. P a r t i c u l a r l y  noteworthy were t h e  economies achieved 
i n  conducting t e r r i t o r i a l  and subregional workshops. 

Indeed, t h e  ex te rna l  eva lua to r s  have concluded t h a t :  

"The CXC/USAID Projec t  c l e a r l y  served a s  a  c a t a l y s t  f o r  t h e  
improvement of secondary education i n  t h e  Caribbean region. In 
264 workshops nearly 4 , 5 0 0  t eachers  and educators  were t r a i n e d  
i n  t h e  a r e a s  of curriculum development and new teaching 
s t r a t e g i e s  including evaluat ion  and t e s t i n g .  Min i s t r i e s  of 
Education were a s s i s t e d  i n  t h e i r  r e s p o n s i b i l i t i e s  of providing 
educat ional  leadership  f o r  t h e i r  r e spec t ive  t e r r i t o r i e s . "  

14. EXTERNAL EVALUATION 

Mid Pro jec t  Evaluation 

P r i o r  t o  t h e  ex te rna l  te rminal  evaluat ion  of t h e  p r o j e c t  which i s  
repor ted  i n  t h i s  document, an ex te rna l  mid-project evaluat ion  was 
conducted from June 28 t o  July 4 ,  1981 by D r .  Karl Massanari, Chairman of 
t h e  p resen t  evaluat ion  team ( see  below.) Although t h i s  evaluat ion  was 
not  i n i t i a l l y  planned a s  a  element of t h e  te rminal  evaluat ion ,  the  
recommendations i n  t h e  r epor t  of t h a t  evaluat ion  were used by t h e  p r o j e c t  
s t a f f  a s  a  b a s i s  f o r  improving p r o j e c t  implementation u n t i l  i t s  
termination.  The mid-project evaluat ion  a l s o  provided an exce l l en t  b a s i s  
f o r  t h e  development of the  terminal  evaluat ion  plan. 

Terminal Evaluation 

The e x t e r n a l  terminal  evaluat ion  of t h e  CXC/USAID Secondary 
Curriculum Development Projec t  was conducted by a team of educators  under 
the  auspices  of t h e  In te rna t iona l  Council on Education f o r  Teaching 
( I C E T I  which has i t s  headquarters i n  Washington, D.C. The team comprised 
persons a l l  of whom have had wide experiences i n  evaluat ing  i n t e r n a t i o n a l  
education p r o j e c t s .  



Three of the evaluators conducted a preliminary evaluation visit from 
January 17 to 24, 1983 to prepare for the terminal evaluation scheduled 
for later in the year. The team met with CXC and USAID Project personnel 
to study pertinent project documents and to develop evaluation criteria 
and procedures. They also paid advance visits to Belize and Jamaica. 
Immediately after this preliminary visit the members of the team prepared 
interview schedules/questionnaires to be used in site visit interviews 
with Chief Education Officers, local project coordinatorsp principals, 
teachers and students. 

The external evauation visit took place during the period September 
22 to October 14, 1983. 

The evaluation model followed by the External hraluation Team is 
known as a "probity" evaluation technique. This consists of a selective 
sampling of internal evaluation findings regarding quantitive and 
qualitative outputs resulting from the project (e.9. syllabus review, 
teacher performance, teacher materials pupil materials), and an 
independent review of these findings in field sites as well'as in the 
project's central administrative unit. The model also provides for an 
evaluation of project management, project institutionalization and the 
generalized impact of the Project on all aspects of the educational 
system. This is to say, that the approach consists of an "audit" of 
selected project ahievements for the various outcomes anticipated in the 
Project Plan. The terminal evaluation therefore depended on a thorough 
ongoing internal evaluation. 

(d) During the site visit between September 22 - October 14, 1983, 
the following activities and tasks were carried out: 

(i) intensive dicussions with CXC staff; 

(ii) review of all project documents including final project 
evaluations; 

(iii) site visits to a total of 38 schools in eleven (11) of the 
fourteen (14) territories; (Information was sought by mail 
from the other three participating territories, but 
responses were not received.) 

(iv) a review at the CXC office of all material production and 
distribution and availability of teacher reference 
materials ; 

(el Compilation of all data, analysis of data and comparison with 
internal evaluation findings. 

(f) Review of preliminary findings with CXC staff and the Project 
Management Committee. 

(9) Submission of the preliminary report to CXC for an assessment of 
the accuracy of information, for comments and suggestions. 

(h) Review of the preliminary report in the central office of the 
ICET 



(i) Inclusion i n  t h e  r epor t  such a c t i v i t i e s  and achievements of t h e  
p r o j e c t  t h a t  took p lace  during t h e  per iod  from October 15, 1983 
u n t i l  completion of t h e  p r o j e c t  on December 31, 1983. 

It i s  important t o  point  ou t  t h a t  t h e  f ind ings  and conclusions of t h e  
External  Evaluation Team a r e  based on da ta  obtained from t h e  following: 

( a )  Interviews conducted i n  11 t e r r i t o r i e s  us ing s t ruc tu red  
in terview schedules a s  fol lows:  ( see  Appendix 11). 

M i n i s t r i e s  of Education - 11 Chief Education Off icers ,  
26 o the r  Ministry.personne1, and 14 Local Coordinators; 

Secondary Schools - 38 p r i n c i p a l s ,  141 t eachers ,  and 
428 s tuden t s ;  

CXC s t a f f  10; CAST s t a f f  2; U W I  s t a f f  2. 

Tota l  number of interviews 672. 

( b )  Study of i n t e r n a l  evaluat ion  repor t s .  

( c )  Examination and review of p r o j e c t  annual and f i n a l  r epor t s  
s y l l a b i ,  CXC examinations, a s  well  a s  samples of teacher  
cons t ructed  t e s t s ,  teacher  ma te r i a l s  developed i n  
workshops, s tudent  ma te r i a l s  developed i n  workshops, 
reference  l i b r a r y  i n  CXC o f f i c e s ,  workshop r e p o r t s ,  p r o j e c t  
f i n a n c i a l  r e p o r t s ,  and o ther  p r o j e c t  r e p o r t s  and documents. 

( d )  Discussions with CXC s t a f f ,  CXC p r o j e c t  s t a f f ,  and USAID 
Personnel. 

Findings of t h e  i n t e r n a l  evaluat ion  process were corroborated by t h e  
s t u d i e s  undertaken by t h e  External Evaluation Team. Team has  ind ica ted  
t h a t  because of t h e  high degree of agreement and i n  view of t h e  q u a l i t y  
and comprehensiveness of t h e  i n t e r n a l  evaluat ion process ,  no e f f o r t  i s  
made in  i t s  repor t  t o  list i n  considerable d e t a i l  t h e  l a r g e  number of 
s p e c i f i c  outcomes a l ready c l e a r l y  s t a t e d  i n  t h e  two-volume i n t e r n a l  
evaluat ion  repor t .  

External Factors  

( a )  The Is land of Anguilla: During the  per iod  of p r o j e c t  
implementation t h e r e  was a major change i n  the  c o n s t i t u t i o n a l  s t a t u s  of 
one of the  p a r t i c i p a t i n g  t e r r i t o r i e s  a f f e c t i n g  t h e  p r o j e c t .  During t h e  
p r o j e c t  design s t age  Anguilla was c o n s t i t u t i o n a l l y  p a r t  of t h e  Associate 
S t a t e  St .  Kitt-Nevis-Anguilla but  t h e  i s l and  subsequently broke away from 
t h e  i s l and  grouping even before p r o j e c t  a c t i v i t y  commenced. Thus, while 
St .  Kitts Nevis continued t o  benef i t  from the  p r o j e c t ,  work i n  Anguilla 
d id  not  commence u n t i l  much l a t e r ,  following the  necessary approvals from 
USAID. 



(b) Size  of Education System: The p r o j e c t  a l l o c a t e d  resources  
on t h e  b a s i s  of two s i z e  ca tegor ies  - what i s  c a l l e d  "the l a r g e r  
t e r r i t o r i e s  (Barbados, Guyana, Jamaica and Trinidad and Tobago)", and t h e  
smaller  t e r r i t o r i e s ,  which a r e  t h e  o the r s .  It designed one s t r a t e g y  f o r  
t h e  former category and another  f o r  t h e  l a t t e r .  These two c a t e g o r i e s  do 
not  adequately o r  accura te ly  descr ibe  t h e  wide v a r i a t i o n  i n  t h e  s i z e  of 
t h e  secondary education systems i n  t h e  Caribbean and consequent'ly has  l e d  
t o  d i f f e r e n t  p r o j e c t  outcomes i n  d i f f e r e n t  countr ies .  The problems 
encountered were experienced by t h e  l a r g e  and t h e  very small.  

For example although t h e  s tandard  of executing t e r r i t o r i a l  
teacher- t ra in ing workshops i n  Guyana, Jamaica and Trinidad and Tobago was 
comparable with t h a t  i n  Barbados, t h e  same coverage of t eachers  preparing 
s tuden t s  f o r  CXC was not  achieved. This is  because Jamaica has  146 
schools  sending s tudents  f o r  CXC examinations and about 2,500 t eachers  
engaged i n  preparing them f o r  it; Barbados, on t h e  o the r  hand, has  36 
such schools  and 500 such t eachers .  Thus t h e  p r o j e c t  i n  Barbados 
involved near ly  100 pe r  cen t  of i t s  t eachers ,  a s  compared t o  only  about 
25 i n  Jamiaca. 

A t  t h e  o ther  extreme i s  Montserrat,  B r i t i s h  Virgin i s l a n d s ,  
Turks and Caicos and Barbuda where t h e  secondary school systems a r e  so  
smal l ,  involving one o r  two schools  i n  some ins tances  t h a t  it is not  
f e a s i b l e  t o  hold t e r r i t o r i a l  and l o c a l  workshops i n  each country. 

( c )  Peculiar  geographic cons idera t ions :  The p r o j e c t  design d i d  
not  t ake  account of pecu l i a r  geographic circumstances t h a t  a f f e c t  the  
p a r t i c i p a t i o n  of teachers  a t  workshops and the  v i s i t s  of Local 
Coordinators t o  c e r t a i n  schools .  We might c i t e  th ree  examples. The 
f i r s t  i s  Belize which has a  populat ion of jus t  over ha l f  t h a t  of 
Barbados, y e t  it i s  48 t imes l a r g e r  i n  land a rea .  The populat ion i s  
the re fo re  widely dispersed and so  a r e  t h e  schools serving them. Another 
example is  Guyana which i s  over 80,000 square miles i n  a r e a  and i n  which 
some secondary schools a r e  loca ted  i n  towns more than one hour ' s  f l y i n g  
time from Georgetown. A t h i r d  example i s  St .  Vincent and t h e  Grenadines 
where a v i s i t  t o  Union Is land (one of i t s  dependencies) means a i r  ( o r  
b o a t )  t r a v e l  and overnighting. A l l  t h e s e  f a c t o r s  pose problems f o r  
p r o j e c t  implementation so  t h a t  t h e  f a i l u r e  t o  provide f o r  t h e s e  pecu l i a r  
f e a t u r e s  means l imi ta t ions  i n  f i n a l  achievemment and outcome. 



16. INPUTS 

Deta i l s  of inpu t s  a r e  shown below. A Statement of Expenses 
incurred  by t h e  Projec t  a t  t h e  time of w r i t i n g  t h i s  PES i s  shown i n  Table 1. 

The ex te rna l  eva lua to r s  have noted t h a t  t h e  P ro jec t  seemed t o  
have been f i n a n c i a l l y  well  managed by CXC a s  evidenced by t h e  c a r e f u l  f i l i n g  
and documentation of a l l  p r o j e c t ,  inc luding workshop, r e l a t e d  expenditures.  

A. Management 

a )  CXC AID-funded s t a f f ,  
c o s t i n g  $116,000. 

b )  Consultants cos t ing  $48,000. 

C )  Local Co-ordinators (Replace- 
ment c o s t s )  cos t ing  $235,000. 

Approximated $295,429 was expended 

on s t a f f  requi red  t o  manage t h e  
p r o j e c t  (See Notes #1 and 2 below). 

Approximately $81,251 was u t i l i z e d  
on Consultants .  

Approximately $260,158 was expended 
on replacement c o s t s  f o r  Local 
Coordinators. 

B. Training (Workshops) 
(See Note #3 below) 

a )  1 0  Regional Subject Development 
Workshops cos t ing  $75,600. 

b )  17 Syllabus Review Workshops 
cos t ing  $69,275. 

C )  2 School-based Assessment 
Workshops cos t ing  $30,080. 

d )  40 T e r r i t o r i a l  Workshops 
cos t ing  $411,120. 

Psychometric) Workshops cos t ing  
$179,800. 

f )  40 Subregional Workshops 
c o s t i n g  $262,000. 

C. Travel 

28 Regional Subject Development 

workshops were held cos t ing  
$376,116. 

A t o t a l  of 43 workshops (19 sy l l abus  
Review, 11 E d i t o r i a l ,  and 13  , 

Planning) were held cos t ing  
$132,234. 

2 School-based Assessment workshops 
were conducted cos t ing  about 
$30,806. 

137 T e r r i t o r i a l  Workshops were he ld ,  
c o s t i n g  approximately $160,436. 

34 Psychometric Workshops were 
conducted cos t ing  $193,615. This 
inc ludes  a s p e c i a l  study of the  CXC 
Basic Proficiency Examination. 

22 Subregional Subject Development 
Workshops cos t ing  $114,200. 

a )  Management Committee Workshops Approximately $26,194 was expended 
cos t ing  $22,680- t o  hos t  a t o t a l  of 5 Management 

Committee meetings. 



D. Mate r i a l s  Production cos t ing  
$199,500. 

E. Data processing Development, 
c o s t i n g  $320,000. 

F. Other Costs 

An a d d i t i o n a l  amount of $6,053 was 
spent i n  convening t h r e e  (31 
meetings of Chief Education 
Off icers .  

The sum of $335,400 was spent  
on m a t e r i a l s  production,  including 
t h e  purchase of e s s e n t i a l  equipment 
(e.g. r eader /p r in te r ,  dupl ica tor  and 
photocopier)  requi red  f o r  ma te r i a l s  
dissemination.  

An amount of $368,620 was spent  on 
Data Processing Development 
inc luding t h e  r e n t a l  of computer 
f a c i l i t i e s ,  t h e  purchase of a 
microcomputer and e s s e n t i a l  computer 
suppl ies .  

a )  I n f l a t i o n  (10% compounded An amount of $37,000 was claimed 

annual ly) .  Amount t h a t  may be under t h e  Head " In f l a t ion . "  
claimed $285,576. 

b )  Ind i rec t  Support Costs,  
amounting t o  $123,721. 

Approximately $140,933 was 
claimed under " Ind i rec t  Support 
Costs. " 

C )  Contingency, amounting t o  Approximately $11,517 was expended 
$20,000. under "Contingency". 

TOTAL AMOUNT ALLOCATED $2,618,130 TOTAL AMOUNT EXPENDED $2,615,705 
BUDGET BALANCE $ 2,425 

Note 1: It needs t o  be emphasized t h a t  where a c t u a l  expenditures 
exceeded t h e  amounts a l l o c a t e d  i n  t h e  o r i g i n a l  Projec t  
Budget Summary by more t h e  15  p e r  c e n t ,  t h e  necessary 
approvals  were granted through appropr ia t e  Implementation 
Le t t e r s .  

Note 2: It i s  pointed out  elsewhere ( s e e  Sect ion  22) t h a t  
s i g n i f i c a n t l y  more s t a f f  had t o  be r e c r u i t e d  t o  manage t h e  
p r o j e c t  than had been envisaged. 

Note 3: In add i t ion  t o  t h e s e  workshops, t h r e e  ( 3 )  Management 
Workshops f o r  Local Coordinators were a l s o  conducted 
cos t ing  $23,122. 
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TABLE 1 

STATEMENT OF EXPENSES INCURRED UNDER SUBPROJECT 

A. MANAGEMENT P l a n n e d  (LOP) ACTUAL 

- S a l a r i e s  ( S e e  Note  # 1 )  - T r a v e l  ( M g t  . Commit. ) 

( S e e  N o t e  # 2 )  

B . DATA PROCESSING DEVESOPMENT 

- T r a i n .  & Tech. A s s t .  147 ,000  
- P u b l i c a t i o n s  2,000 - R e n t a l  NCS 7008 ( S e e  Note  # 3 )  96 ,000  
- Mini-computer  ( S e e  N o t e  # 4 )  50 ,000  
- D.P. supplies 25 ,000 

C . MATERIALS PRODUCTION 

- S a l a r i e s  ( S e e  Note  # 5 )  66,000 
- P r o c u r e m e n t  o f  M a t s .  22 ,000  
- P a p e r ,  i n k ,  e tc .  ( S e e  Note  # 6 )  80,000 
- D i s t r i b u t i o n  o f  Mats .  20 ,500  
- Equipment  1 1 , 0 0 0  

D. WORKSHOPS ( S e e  Note  # 7 )  

- R e g i o n a l  
- T e r r  . / S u b r e g i o n a l  

I n f l a t i o n  (10% comp. a n n . )  
I n d i r e c t  S u p p o r t  ( 5 %  ) 
C o n t i n g e n c y  

TOTAL 

Amt . Unexpended 



Note: 1 The fact that actual expenditure on salaries was much 
higher than anticipated was due to the following: the 
Project was extended for seven ( 7 )  months beyond the PACD, 
necessitating the payment of Project staff for a longer 
period than was anticipated; significantly more staff was 
appointed to manage the project (see Section 22); more 
full-time Local Coordinators were appointed in order to try 
to circumvent the inadequacies of part-time Local 
Coordinators (See Section 22). 

Note: 2 The increase was due to the fact that, despite the original 
Project design, it was subsequently thought necessary to 
convene special annual meetings of Chief Education Officers 
to facilitate coordination of the project at the 
territorial level. 

Note: 3 The increase was due to the extension of the PACD. 

Note: 4 The reduced expenditure under the line item is explained 
elsewhere (See Section 18 1 . 

Note: 5 The unanticipated extensive involvement of CXC in materials 
development, materials dissemination and teacher, coupled 
with the extension of the PACD, accounted for the increased 
expenditure. 

Note: 6 It was felt that the Project impact would be enhanced 
through materials dissemination. As a result, an amendment 
was made to the Grant Agreement, by Implementation LEtter 
NO. 15 dated August 22, 1983, to permit increased 
expenditure under this line item. 

Note: 7 Although less money was spent under 
"Subregional/Territorial Workshops" than was budgeted for, 
significantly more workshops were held. For example, 40 
territorial workshops had been planned for but as many as 
137 were held. The significant economies achieved by CXC 
in executing workshops should also be noted. 



The r e s u l t s  of a review of t h e  planned and a c t u a l  budget conducted by t h e  
o f f i c e  of t h e  Control ler ,  RDO/C, were summarized by t h a t  o f f i c e  as follows: 

The "Statement of Expenses Incurred Under Subproject" shows s u b s t a n t i a l  
l i n e  i t e m  va r i a t ions  from t h e  o r i g i n a l  Planned (LOP) 3udget. However, t h e  
t o t a l  amount expended over t h e  dura t ion  of t h e  P ro jec t  remained t h e  same. An 
a n a l y s i s  of each l i n e  i t e m  d i s p a r i t y  ind ica ted  t h a t  t h e  mid-Project redesign 
and severa l  key s t a f f i n g  f a c t o r s ,  no t  o r i g i n a l l y  an t i c ipa ted ,  necess i t a t ed  
s u b s t a n t i a l  budget adjustments. While a l l  of these  f a c t o r s  a r e  discussed 
throughout t h i s  evaluat ion,  it is important t o  summarize t h e s e  adjustments 
r e l a t i v e  t o  t h e  o r i g i n a l  f i n a n c i a l  p lan  of the  p ro jec t .  

Within t h e  category of "Sa la r i e s  and Consultants" s u b s t a n t i a l  l i n e  i t e m  
adjustments were made a s  a d d i t i o n a l  s t a f f  were employed. During t h e  f i r s t  
year ,  a Senior Administrative Ass i s t an t  and Clerk-Typist were h i r e d  t o  a s s i s t  
t h e  P ro jec t  Coordinator. These p o s i t i o n s  were not  included i n  t h e  o r i g i n a l  
P ro jec t  budget design. Addi t ional ly ,  inc reases  i n  work loads  during peak 
pe r iods  required t h e  occasional  employment of temporary help .  This 
expenditure was a l s o  not  a n t i c i p a t e d  i n  t h e  Planned (LOP) Budget. 

Other f a c t o r s  a l s o  a f f e c t e d  planned expenditures f o r  s a l a r i e s  and 
consul tants .  The o r i g i n a l  P ro jec t  design c a l l e d  f o r  subcontract ing 
arrangements with f i v e  regional  organiza t ions  t o  ca r ry  ou t  p r o j e c t  
implementation. Only one of these  arrangements mater ia l ized .  A s  a r e s u l t ,  it 
was necessary t o  h i r e  a d d i t i o n a l  in-house s t a f f  t o  administer  t h e  Projec t .  
During t h e  f i r s t  year it was a l s o  determined t h a t  t h e  part- t ime s t a t u s  of 
Local Coordinators was i n s u f f i c i e n t  t o  meet the  demands of t h e  Projec t .  
Consequently, these  p o s i t i o n s  were increased t o  fu l l - t ime s t a t u s  which i n  some 
cases  a l s o  necess i ta ted  t h e  recrui tment of new personnel.  Fur ther ,  the  
country of Belize was l a t e r  added t o  t h e  Projec t  which required h i r i n g  an 
add i t iona l  ful l- t ime Coordinator. These changes a l l  requi red  adjustments t o  
t h e  Planned Budget and r e s u l t e d  i n  an increase  i n  the  "Sa la r i e s"  l i n e  item. 

In addi t ion  t o  budget modificat ions f o r  add i t iona l  s a l a r i e s ,  funds were 
a l s o  t r a n s f e r r e d  from severa l  l i n e  i tems t o  "Salaries" t o  cover t h e  c o s t  of 
t h e  mid-Project ex te rna l  evaluat ion ,  which was not  underwrit ten i n  t h e  
o r i g i n a l  budget. The subsequent mid-Project redesign r e s u l t e d  i n  an o v e r a l l  
budget adjustment i n  order  t o  provide add i t iona l  expenditures f o r  the  
following a c t i v i t i e s :  a d d i t i o n a l  meetings f o r  t h e  Projec t  Management 
Committee; annual meetings f o r  t h e  Chief Education Of f i ce r s ;  Management 
Workshops f o r  Local Coordinators; a d d i t i o n a l  t r a v e l  f o r  P ro jec t  s t a f f ;  and, 
short-term t r a i n i n g  f o r  t eachers  and Pro jec t  s t a f f .  The redesign a l s o  c a l l e d  
f o r  g rea te r  emphasis on regional  workshops r a t h e r  than t h e  
sub-regional/territorial format which required an adjustment i n  t h e  "Workshop" 
l i n e  item. 

The mid-Project redesign a l s o  c a l l e d  f o r  C X C 1 s  involvement i n  t h e  
development and dissemination of sub jec t  mater ia ls  inc luding t h e  development 
of new s y l l a b i  f o r  the  sub jec t  a r e a s  of Chemistry, Biology ?nd Physics. The 
add i t ion  of these  t a s k s  t o  t h e  P ro jec t  work program necess i t a t ed  t h e  purchase 



of an  audio-tape dupl ica tor  and photocopies,  and increased expendi tures  f o r  
r e l evan t  m a t e r i a l s  and supp l i e s  a s  well  a s  add i t iona l  workshops requi red  f o r  
sy l l abus  review. Budget modificat ions were made i n  the  "Materials Production" 
ca tegory  i n  order  t o  provide t h e  a d d i t i o n a l  expenditures i n  t h e  r e l evan t  
l ine-i tems . 

Budget adjustments were a l s o  made i n  t h e  "Data Processing Development" 
category,  when it was decided no t  t o  purchase a mini-computer. Ins tead ,  t h e s e  
funds were r ea l loca ted  t o  upgrade t h e  da ta  processing c a p a b i l i t y  of CXC and t o  
c a r r y  out  an ana lys i s  o f  f u t u r e  needs i n  t h i s  a r e a .  

In add i t ion  t o  t h e  changes described above, t h i s  P ro jec t  had two 
extens ions  of t h e  PACD which t o t a l l e d  seven months. As a r e s u l t ,  budget 
modif ica t ions  were made t o  severa l  l i n e  items t o  cover add i t iona l  s t a f f  
s a l a r i e s  and equipment r e n t a l .  

It should be noted t h a t  Annex I of t h e  Grant Agreement contained a 
provis ion  p roh ib i t ing  l i n e  i t e m  changes over 15% of the  Planned Budget amount 
i n  each category without p r i o r  approval of authorized rep resen ta t ives .  This  
a n a l y s i s  ind ica ted  t h a t  i n  no ins tance  was t h i s  provis ion  v io la ted .  A l l  major 
l i n e  item changes exceeding 15% were author ized  through Implementation L e t t e r s  
No. 1 2 ,  14,  15  and 20. 
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17. OUTPUTS 

Anticipated Outcomes During LOP Inter im hra lua t ion  Comnents 

a )  Secondary School sy l l abus  
developed i n  11 s u b j e c t  a reas :  
(v iz .  English, Mathematics, 
Geography, Caribbean History,  
In tegra ted  Science, Spanish, 
Agr icul tura l  Science, Business 
Education, Soc ia l  S tudies ,  
Home Economics and I n d u s t r i a l  
A r t s  1. 

b )  Teaching mate r i a l s  f o r  each 
syl labus  developed. 

c )  A t o t a l  of 2,742 teachers  and 
28 Local Coordinators t r a i n e d  
i n  ma te r i a l s  development, 
content  and classroom obser- 
va t ion .  

New sy l l abuses  developed i n  th ree  
Home Economics sub jec t s  and i n  
Technical Drawing; revised  syl labus  
i n  Geography completed; modified 
sy l l abuses  c i r c u l a t e d  t o  schools  
i n  English, History,  Mathematics, 
Agr icu l tu ra l  Science, Socia l  
Studies,  In teg ra ted  Science, 
Spanish; modificat ion of sy l labus  i n  
Office Procedures i n  process. (See 
Note #1 below) 

A t o t a l  of 33 teaching a i d e s  o r  
guides were developed and 42 o thers  
i n  progress  when the  Projec t  
ended. The 33 included: 1 7  i n  
Socia l  S tud ies ,  1 3  i n  Geography, 
and one each i n  I n d u s t r i a l  A r t s ,  
Agr icul tura l  Science, and English. 

Mult iple copies  of s tudent  ma te r i a l s  
- one each i n  s o c i a l  s t u d i e s ,  
geography and mathematics - were 
produced. Work continued on 
proposed s tuden t  ma te r i a l s  i n  
English. Several  of t h e  l a r g e r  
t e r r i t o r i e s  a l s o  produced a 
s u b s t a n t i a l  number of ma te r i a l s  
which were made ava i l ab le  t o  t h e  
region through t h e  Projec t .  

A c o l l e c t i o n  of 1500 reference 
t i t l e s  housed wi th in  CXC l i b r a r y  
with r e p r i n t s  ava i l ab le  t o  
secondary t e a c h e r s  i n  the  Region. 
The c o l l e c t i o n  comprises textbooks,  
d i c t i o n a r i e s ,  journals ,  p e r i o d i c a l s ,  
microfiche,  p i c t u r e s ,  t apes ,  f i lm- 
s t r i p s ,  e t c .  

A t o t a l  of 4,426 secondary school 
teachers ,  28 Local Coordinators and 
o the r  educat ional  personnel were 
t r a i n e d  i n  264 regional ,  subregional 
t e r r i t o r i a l  and l o c a l  workshops i n  



sub jec t  development, and i n  psycho- 
metric  workshops. Data i n d i c a t e s  
t h a t  t eachers  have demonstrated 
improved competence i n  t h e  s e l e c t i o n  
and use  of teaching s t r a t e g i e s ,  i n  
t h e  production and use of t eacher  
and s tudent  ma te r i a l s ,  and i n  test  
development and const ruct ion .  

d) More re levan t  examinations 
ava i l ab le  i n  more s u b j e c t s  t o  
a wider proport ion of t h e  
s tudent  population. A t o t a l  
of 22 d i f f e r e n t  examinations 
( 2  l e v e l s  by 11 sub jec t s  1 t o  be 
s e t  t o  reach an a d d i t i o n a l  25% 
of s tudent  populat ion.  

e )  CXC equipped and s t a f f  t r a i n e d  
t o  c a r r y  out  da ta  process ing 
r e s p o n s i b i l i t i e s .  

More re l evan t  examinations a r e  now 
ava i l ab le  t o  a wider proport ion of 
t h e  s tudent  populat ion.  A t o t a l  of 
39 d i f f e r e n t  examinations have been 
s e t ,  t o  reach about 60% more 
of t h e  s tudent  populat ion.  These 
examinations have been set a t  e i t h e r  
t h e  Basic and/or General Proficiency 
Level i n  22 sub jec t s .  

Data processing u n i t  has been 
s u b s t a n t i a l l y  improved and a f u l l y  
funct ioning f a c i l i t y  i s  i n  p lace  
which meet c u r r e n t  needs. CXC has 
commissioned a s tudy of i t s  
c a p a b i l i t y  wi th  p ro jec t ions  t o  1987. 

Operating software f o r  t h e  e n t i r e  
examination cycle  i s  i n  p lace ,  and 
annual da ta  outputs  f o r  t h e  e n t i r e  
examination process i s  c u r r e n t l y  
being produced. 

Three CXC s t a f f  members received 
overseas t r a i n i n g  i n  e i g h t  courses 
r e l a t e d  t o  CXC d a t a  processing 
a c t i v i t i e s .  In  add i t ion ,  a 
consul tant  was employed f o r  t h e  
length  of t h e  p r o j e c t  t o  a s s i s t  
CXC s t a f f  t o  develop an adequate 
and appropr ia te  management in fo r -  
mation system. 

Note 1: Short ly before the  a c t i v e  implementation of the  p r o j e c t ,  
CXC had succeeded i n  developing syl labuses  i n  f i v e  sub jec t  
a reas  - English A,  Geography, Mathematics, Caribbean 
History and In tegra ted  Science (Double Award). The p r o j e c t  
never the less  made it poss ib le  f o r  a l l  o the r  a spec t s  of work 
on these  s u b j e c t s  t o  be executed, inc luding sy l l abus  
review, teacher  o r i e n t a t i o n ,  psychometrics, and mate r i a l s  
development. 



It should be remembered, too ,  t h a t  t h r e e  of these  sub jec t s  
a r e  composite sub jec t s  each comprising severa l  indiv idual  
sub jec t s .  Business Education comprises t h e  four  (4) 
s u b j e c t s  Typewriting, Off ice  Procedures, Bookkeeping and 
Shorthand. I n d u s t r i a l  A r t s  a l s o  comprises four  (4) 
sub jec t s ,  Woodwork, Metalwork, Technical Drawing and 
E l e c t r i c i t y ;  while Home Economics inc ludes  the  t h r e e  ( 3 )  
sub jec t ,  Home Management, Food and Nutr i t ion ,  and Clothing 
and Text i les .  

F ina l ly  t h e  p r o j e c t  enabled CXC t o  r e v i s e  sy l labuses  t o  
o r i e n t a t e  teachers  t o  t h e  sy l l abuses  i n  a number of o the r  
s u b j e c t  a r e a s  ( including t h e  separa te  sc iences ,  Biology, 
Chemistry and Physics) .  In some cases  ma te r i a l s  
development was a l s o  undertaken. 

CXC has  now become involved i n  twenty-six (26) s u b j e c t  
a reas .  



18. PURPOSE 

" W e  quote t h e  Projec t  purpose as follows: 

The purpose of t h i s  subprojec t  i s  t o  improve the  q u a l i t y  of t h e  curriculum 
and i n s t r u c t i o n a l  approaches used i n  Secondary Schools. A r e l a t e d  purpose i s  
t o  s t rengthen t h e  Caribbean Examinations Council (CXC), a reg iona l  i n s t i t u t i o n  
es t ab l i shed  and supported by four teen  Commonwealth Caribbean Governments 
(Antigua, Barbados, Belize,  BVI, Dominica, Grenada, Guyana, Jamaica, 
Montserrat,  S t .  hitt/Nevis/Anguilla,  St .  Lucia, St .  Vincent, Trinidad and 
Tobago, Turks and Caicos Islands".  

Following a r e  t h e  approved End of P ro jec t  condit ions with appropr ia te  
comments 

End of Projec t  Condition Comments 

1. Revised s y l l a b i  being used by 
CXC a s  b a s i s  f o r  t e s t i n g  
programme. 

2 .  Revised s y l l a b i  being used by 
teachers  i n  t h e  i n s t r u c t i o n a l  
programme. 

3 .  Greater va r i e ty  of teaching 
mate r i a l s  being used i n  t h e  
schools  e 

4 .  Teachers employing new 
i n s t r u c t i o n a l  methods 
including p r o j e c t  learning.  

1 2  Sy l l ab i  have been developed 
o r  revised  by CXC and have been used 
a s  a  b a s i s  f o r  s e t t i n g  secondary 
school examinations. 

A l l  revised  s y l l a b i '  a r e  now being 
used by teachers ,  although t h e  
number of s y l l a b i  used i n  p a r t i c u l a r  
cases depends on t h e  s c h o o l ' s  
subjec t  options.  

Both t h e  i n t e r n a l  and e x t e r n a l  
evaluators  found t h a t  teachers  were 
using a g rea te r  v a r i e t y  of teaching 
mater ia ls :  they making adequate use 
of ava i l ab le  m a t e r i a l s  i n  prepar ing  
lessons,  us ing  mate r i a l s  which a r e  
c l e a r l y  r e l evan t  t o  t h e  lesson 
content ,  use ma te r i a l  which 
complement the  method of teaching,  
using more l ea rn ing  a i d s ,  and us ing 
more l ea rn ing  resources .  

Both the  i n t e r n a l  and t h e  e x t e r n a l  
evaluators  found t h a t  teachers  
were employing new i n s t r u c t i o n a l  
methods. Through observat ions  
(made by the  i n t e r n a l  e v a l u a t o r s )  
a s  well  a s  through ques t ionnai res  
and ana lys i s  of examination 
quest ions,  t eachers  were repor ted  
t o :  plan lessons  i n  keeping with 
syl labus ob jec t ives ,  s e l e c t  content  
which i s  appropr ia te  f o r  t h e  l e v e l  
of s tudent  a b i l i t y ,  demonstrate 
knowledge of s tuden t  mat ter ,  use 



m a t e r i a l  which complement t h e  
method of teaching ,  encourage 
enqui ry  among s t u d e n t s ,  u s e  new and 
v a r i e d  t each ing  s t r a t e g i e s ,  t e a c h  
more h ighe r  o rde r  l e a r n i n g  s k i l l s ,  
a sk  b e t t e r  ques t ions ,  u se  more 
i n d i v i d u a l i z a t i o n  of i n s t r u c t i o n ,  
i nvo lve  s t u d e n t s  more i n  c lasswork ,  
sponsor  more f i e l d  t r i p s ,  and make 
improvements i n  t each ing  s y l l a b u s  
con ten t .  

5. Teachers u s ing  broader  c o n t e n t  V e r y  s p e c i f i c  mention i s  n o t  made by 
i n  t h e  classrooms. t h e  eva lua to r s  regard ing  t e a c h e r s  

u s e  of broader  conten t  i n  t h e  
classrooms. They d i d ,  however, 
i n d i c a t e  t h a t  on ly  a sma l l  impact 
was noted i n  t h e  a r e a s  of  u s i n g  
indigenous m a t e r i a l s  a l o n g  w i t h  t h e  
recommended a i d s  and equipment. 
They expla ined  t h a t  t h i s  might be  
due t o  t h e  f a c t  t h a t  many p r o j e c t  
m a t e r i a l s  with a  Caribbean o r i e n t a -  
t i o n  were no t  disseminated wide ly  
and t h a t  t h e r e  was a l a c k  of funds  
t o  purchase recommended a i d s  and 
equipment. 

6 .  More f requent  t eache r  eva lu-  Both t h e  i n t e r n a l  and e x t e r n a l  
a t i o n s  of s tudent  l ea rn ing  e v a l u a t o r s  repor ted  t h a t  t h e r e  
through t eache r  made t e s t s  and was more f requent  t eache r  
o t h e r  instruments .  eva lua t ion  of s tudent  l e a r n i n g .  

Teachers were: us ing  new 
methods of eva lua t ion ,  c o n s t r u c t i n g  
b e t t e r  t e s t s ,  u s ing  more and  b e t t e r  
mult iple-choice i tems ,  and making 
improvements i n  t h e  con ten t  of  
classroom t e s t s .  In  gene ra l  t hey  
eva lua t e  t h e i r  s tuden t s  b e t t e r .  

7. CXC o f f e r i n g  examinations 
cover ing  bas i c  and gene ra l  
p ro f i c i ency  i n  i t s  r e g u l a r  
examination schedule.  

By t h e  end of t h e  p r o j e c t  i n  
December 1983, CXC had o f f e r e d  
examinat ions covering 1 9  s y l l a b u s e s  
a t  t h e  Basic Prof ic iency  l e v e l  
and 2 0  sy l l abuses  a t  t h e  General 
Prof ic iency  l e v e l .  The t o t a l  number 
of s u b j e c t s  involved was 22. 



8 .  A l l  hardware and software Most hardware and software 

funct ioning t o  produce needed funct ioning t o  produce needed 
r e s u l t s  on a yea r ly  bas i s .  r e s u l t s  on a yea r ly  bas i s .  There 

were, however, some s l i g h t  
depar tures  from t h e  p lans  ou t l ined  
i n  t h e  P ro jec t  Paper. (See Note #1  
below 1. 

Note 1: A s  explained i n  a  previous PES, CXC determined t h a t  the  
small computer t o  be purchased with t h e  $50,000 budgetary 
a l l o c a t i o n  would be t o o  small t o  meet both i t s  expanding 
needs and t h e  r ecen t  demands by t e r r i t o r i e s  f o r  a s s i s t ance  
i n  processing t h e i r  l o c a l  examinations. CXC t he re fo re  
approached o the r  donors f o r  f i n a n c i a l  assisaance t o  
purchase a l a r g e r  computer and received from European 
Development Fund (EDF) a pledge f o r  a  s u b s t a n t i a l  sum of 
money. Meanwhile P ro jec t  Funds were used t o  purchase a 
microcomputer, t o  r e n t  computer f a c i l i t i e s ,  t o  t r a i n  

computer use r s ,  and t o  c a r r y  o u t  an a n a l y s i s  of CXC's 
f u t u r e  needs i n  t h e  a r e a  of da ta  processing.  It is  a l s o  
worth po in t ing  out  t h a t  during t h e  l i f e  of the  Projec t ,  
spec ia l  permission was granted t o  CXC t o  purchase a 
dup l i ca t ing  machine t o  f a c i l i t a t e  t h e  dissemination of 
ma te r i a l s  produced under t h e  P ro jec t  . 



The goal of t h e  Caribbean Education Development P r o j e c t  is t o  enable t h e  
human resources  of t h e  Caribbean t o  achieve t h e i r  f u l l  p o t e n t i a l .  The 
o b j e c t i v e l y  v e r i f i a b l e  i n d i c a t o r s  of t h e  goal  a s  s t i p u l a t e d  i n  t h e  o r i g i n a l  
P r o j e c t  Paper a r e  ( a )  t h e  reduction of unemployment l e v e l s  ( b )  inc rease  i n  
p roduc t iv i ty  and ( c )  lower b i r t h  r a t e .  The annual r e p o r t s  and s t a t i s t i c s  of 
Government a r e  t o  be t h e  means of v e r i f i c a t i o n .  It would seem t h a t  t h i s  broad 
goal may be achieved i n  t h e  long-term, n o t  through t h i s  s i n g l e  p r o j e c t ,  but  by 
t h e  combined end r e s u l t  of seve ra l  p r o j e c t s .  Nevertheless t h e  Secondary 
Curriculum Development Subproject cont r ibuted  towards t h e  accomplishment of 
t h i s  long-term goal  inasmuch as t h e  subprojec t  has  improved t h e  q u a l i t y  of t h e  
l e a r n i n g  environment f o r  t h e  upper secondary school  age group. 

20. BENEFICIARIES 

The Pro jec t  Paper s t a t e s  t h a t  t h e  P r inc ipa l  b e n e f i c i a r i e s  of t h e  Projec t  
w i l l  be est imated 85,000 secondary s t u d e n t s  and t h e i r  2770 t eachers  who w i l l  
p a r t i c i p a t e  d i r e c t l y  i n  p r o j e c t  a c t i v i t i e s .  Ult imately t h e  e n t i r e  regional  
popula t ion  of 250,000 secondary s tuden t s  would be expected t o  sha re  i n  the  
b e n e f i t s  of p r o j e c t  a c t i v i t i e s  a s  t h e i r  r e s u l t s  a r e  disseminated over a per iod  
of yea r s  by t h e  processes pu t  i n  p lace  by t h e  p r o j e c t .  

A t o t a l  of about 133,000 secondary school s tudents  and 4,426 secondary 
school  t eachers  d id ,  i n  f a c t ,  b e n e f i t  d i r e c t l y  from the  p r o j e c t .  As t h e  
p r o j e c t  ma te r i a l s  continue t o  be disseminated beyond t h e  l i f e  of the  p r o j e c t  
and with t h e  v a s t  range of persons who have been involved - m i n i s t r i e s ' b f  
education,  school adminis t ra tors ,  t h e  u n i v e r s i t i e s ,  t eacher  t r a i n i n g  col leges ,  
and so  f o r t h  - t h e r e  i s  t h e  l ike l ihood  t h a t  more and more persons w i l l  
cont inue  t o  benef i t  i n  the  fu ture .  

21. UNPLANNED EFFECTS 

In t h e  previous PES we drew a t t e n t i o n  t o  an unexpected, though des i rab le  
development which surfaced i n  t h e  form of reques ts  by t h e  smal ler  t e r r i t o r i e s  
t o  hold  l o c a l  workshops which were not  o r i g i n a l l y  planned. Bearing i n  mind 
t h e  p o t e n t i a l  of such workshops f o r  acce le ra t ing  Pro jec t  impact, appropr ia te  
modificat ion of the  budget were made t o ' p r o v i d e  p a r t i a l  support t o  the  smaller  
t e r r i t o r i e s  f o r  such l o c a l  e f f o r t s .  Indeed it is l a r g e l y  a s  a r e s u l t  of such 
i n i t i a t i v e s  t h a t  by the  end of t h e  P ro jec t ,  t h e  ob jec t ives  came t o  be 
surpassed. 

In t h e  previous PES we drew a t t e n t i o n  a l s o  t o  another unexpected 
development, namely, the  pledge by the  European Development Fund (EDF) t o  CXC 

of add i t iona l  funds f o r  a bigger computer than what would have been procurable 
under t h e  P ro jec t .  W e  have pointed out  elsewhere ( see  Section 1 8 )  the  
a l t e r n a t i v e  use t h a t  was made of USAID1s f i n a n c i a l  a l l o c a t i o n  f o r  a 
mini -computer. 

It is  a l s o  worth noting t h a t  a l though ' the  amount of dissemination which 
took p lace  under the  Projec t  was l e s s  than required t o  maximize Projec t  
impact, t h e  a c t u a l  amount which took place  was more than planned under t h e  
P ro jec t .  This po in t  i s  made simply t o  h igh l igh t  a fundamental problem 
envisaged even while t h e  Projec t  was being designed: t h a t  t h e  dissemination of 



t eachers '  guides and s tudent  ma te r i a l s  beyond t h e  subprojec t  would be 
"uncertain". Indeed a beginning has been made with regard t o  dissemination 
but  a g r e a t  dea l  more needs t o  be done even beyond t h e  Pro jec t  t o  ensure t h e  
continued and increased impact of t h e  P ro jec t .  

22. LESSONS LEARNED 

The e x t e r n a l  evaluators  have ind ica ted  t h a t  t h e  Caribbean Education 
Development P r o j e c t ,  of which t h e  CXC/USAID Secondary Curriculum Development 
Subproject i s  a component, i s  " l i t e r a l l y  t h e  paradigm case  i n  regional  p r o j e c t  
management". The p r o j e c t  involves one l a r g e  development agency, USAID, t h r e e  
r eg iona l  in te rmedia r i e s  ( U W I ,  CXC and CDB) and 14 Caribbean governments (11 
independent and 3 Associated S t a t e s ) .  The eva lua to r s  maintain t h a t  t h e  
outcomes of t h i s  p r o j e c t ,  i n  terms of organiza t ion  and management, should be 
of i n t e r e s t  t o  a l l  b i l a t e r a l  and m u l t i l a t e r a l  agencies making g ran t s  o r  loans 
t o  Caribbean coun t r i e s ,  a l l  regional  organiza t ions  engaged i n  p r o j e c t s ,  of any 
kind,  a l l  Caribbean governments and perhaps even ou t s ide  the  Caribbean 
region. The eva lua to r s  have moreover developed a genera l ized  regional  p r o j e c t  
model which they have diagrammed i n  t h e i r  r e p o r t  and whose major demands a r e  
implied i n  t h e  paragraphs which follows. Some l e s sons  learned from t h i s  
p r o j e c t  a r e  a s  follows: 

( a )  There i s  some doubt about t h e  f e a s i b i l i t y  of subcontract ing 
arrangements a s  p a r t  of t h e  p r o j e c t  implementation process.  It was intended 
t h a t  CXC would subcontrac t  p a r t s  of t h e  P ro jec t  t o  f i v e  d i f f e r e n t  
organiza t ions .  However, only one of t h e  subcontrac ts  mater ia l ized ,  leaving 
CXC t o  bear  v i r t u a l l y  t h e  whole burden of p r o j e c t  implementation and making it 
necessary f o r  a d d i t i o n a l  P ro jec t  s t a f f  t o  be h i r e d  t o  administer  the  Rroject.  

( b )  The Pro jec t  design d i d  not  d i r e c t l y  involved school adminis t ra tors  
and sub jec t  a s s o c i a t i o n s  where these  e x i s t e d .  Both of these  groups have 
vested i n t e r e s t s  i n  in-service  t r a i n i n g  of teachers ,  ma te r i a l  production and 
improved performance. Had such people been included from the  o u t s e t ,  they 
would have a s s i s t e d  CXC i n  o r i e n t i n g  t eachers  t o  t h e  new syl labuses  and 
m a t e r i a l s  and would t h e r e f o r e  have f u r t h e r  enhanced p r o j e c t  impact. While 
some a t t e n t i o n  was given t o  these  groups i n  some countr ies ,  any f u r t h e r  
a c t i v i t i e s  and f u t u r e  p r o j e c t s  i n  secondary education should t r y  t o  include 
them i n  t h e  conceptual iza t ion  and implementation of t h e  p r o j e c t  goals .  

( c )  A l l  l e v e l s  of t h e  Projec t  were a f f e c t e d  by t h e  turnover of s t a f f .  
Probably t h e  a r e a  i n  which they were most not iceable  was with teachers  i n  the  
schools. It i s  wel l  e s t ab l i shed  f a c t  t h a t  the  r a t e  of a t t r i t i o n  of secondary 
teachers  is  higher than t h a t  of any o the r  sec t ion  of t h e  teaching profession.  
Implicat ions f o r  governments, CXC and USAID a r e  t h a t  using a purely inse rv ice  
teacher  t r a i n i n g  approach f o r  a l imi ted  period of time i s  never going t o  have 
a l a s t i n g  impact on t h e  education system unless  it i s  followed by some ongoing 
programme geared t o  t h e  new r e c r u i t s  t o  t h e  schools. 

( d l  It i s  well  documented t h a t  i n  c e r t a i n  coun t r i e s  the  Min i s t r i e s  of 
Education would not  pay Local Coordinators any o r  t h e  f u l l  amount of t h e  
allowance provided by t h e  Projec t .  The reason was t h a t  t o  follow the  
provision of t h e  P ro jec t  would change t h e  pay pos i t ion  of the  Local 
Coordinator r e l a t i v e  t o  t h a t  of more sen io r  o f f i c i a l s  wi th in  the  Ministry of 
Education and government. Given t h e  wide v a r i a t i o n  of ma te r i a l  prosper i ty  i n  



the Caribbean, the same level of competence and experience can be acquired for 
widely different prices in the different economies. A possibility for both 
USAID and CXC in the future is to build this variability into project 
financing. 

(el In a previous PES we have already pointed out the undesirability of 
recruiting part-time persons as Local Coordinators, as such persons tend to 
have a greater commitment to their primary duties than to Project work. This 
matter is briefly raised again in Section 23 of the present PES but it 
certainly constitutes one of the major lessons learned from this Project. 

(f) Through no fault of the CXC the subcontract with CAST was the only 
one successfully negotiated of those originally anticipated in the project 
document. Because it was a first experience and the only subcontract it is 
instructive to examine the experience. CAST is a national institution with 
specialist expertise, a regional vision and has some experience of regional 
cooperation. From the experience of this project it would appear that - there 
are at least two problems - that do not affect regional institutions -- which 
CAST needs to solve. The first is banking arrangements, in so far as CAST is 
constrained by Jamiaica's foreign exchange regulations which restrict its 
ability to transact business outside Jamaica. The second is easy and direct 
access to individuals and institutions in other countries inasmuch as 
ministries of education are more accustomed to dealing with international and 
regional institutions than with national institutions of other countries. 
There seems to be the need for regional dialogue at the level of the CARICOM 
Ministries of Education on this subject. It should be noted that whatever 
difficulties CAST experienced, CXC used its regional status to overcome them 
enabling CAST to perform satisfactorily its responsibilities under the terms 
of the subcontract. However, we highlight these points with the hope that 
where CAST is expected to operate regionally in future, it should be freed of 
these constraints and the ad hoc arrangements made to circumvent them. 

One further point seems appropriate. Although a formal contract was 
signed by the CXC and CAST, both parties did not treat the relationship as a 
formal one. While this had several beneficial features, including the 
circumvention of constraints on CAST, it blurred the lines of responsibility 
and obligation. 

( g )  In any major project, and especially in one of the magnitude and 
importance of the CXC/USAID Secondary Curriculum Development Project, the need 
for a comprehensive and continuing evaluation is paramount in order to 
determine the success of the project and to identify both strengths and 
weaknesses. The external evaluators have stated that the internal evaluation 
by CXC has been an "excellent" one. Regular reports, quarterly and annual, 
cover virtually every aspect of project goals and tasks - planning and 
management, syllabi development, construction of new and revised examination, 
inservice teacher education, the actual development and dissemination of 
materials, competence and performance of teachers, student achievement, and 
the enhancement of data processing by CXC. The external evaluators drew 
attention to the excellent field evaluation undertaken by CXC staff. This 
evaluation involved a careful sampling of schools and teachers from the 14 
territories. The lesson to be learned from all this is that a careful 
internal evaluation design must be built into any major project of thls nature. 



( h l  The e s s e n t i a l  a spec t s  of t h e  general ized p r o j e c t  model developed 
by t h e  eva lua to r s  a r e  a s  fol lows:  

(i) An i n i t i a l  e f f o r t  p r i o r  t o  t h e  development of a  p r o j e c t  proposal  
is t h e  c a r e f u l  assessment of  needs of the  region. It i s  
e s s e n t i a l  a t  t h i s  e a r l y  s t a g e  t h a t  r ep resen ta t ives  of t h e  na t ion  
o r  region t o  be served be in t ima te ly  involved i n  t h e  
determination of needs. 

(ii) Essent ia l  t o  t h e  success of t h e  p r o j e c t  is t h e  development of a  
c l e a r  and comprehensive statement of goals  t h a t  can se rve  a s  t h e  
d i rec t ing  fo rce  behind t h e  e f f o r t .  The goals  must be c o n s i s t e n t  
with t h e  needs assessment a s  we l l  a s  achievable i n  terms of both 
the  period of time a v a i l a b l e  t o  t h e  p r o j e c t  and t h e  e x t e n t  of 
f i n a n c i a l  support provided. F ina l ly  t h e  goal  s tatement need no t  
be s t a t i c  but  must be s u b j e c t  t o  cons tant  review i n  t h e  l i g h t  of 
changing condit ions.  

(iii) A par tnership  approach t o  educational  improvement is  an 
important a s s e t  both i n  t h e  planning and t h e  implementation 
s tage  of a  p ro jec t .  Where it i s  applicable e f f o r t s  must be made 
t o  involve groups of ind iv idua l s  and/or organiza t ions  with a  
common s take  i n  t h e  improvement of education. An e s s e n t i a l  
element i n  t h e  p lan  i s  t h e  development of a  p r o j e c t  model design 
- a  model t h a t  focuses on t h e  goals  t o  be accomplished, 
methodologies and s t r a t e g i e s  t o  be employed, t h e  human and 
mater ia l  resources t o  be u t i l i z i e d ,  t h e  management s t r u c t u r e ,  
and the  means f o r  t h e  cons tant  involvement of t h e  p a r t n e r s  of 
the  en te rp r i se .  

( i v )  an organizat ion o r  agency must be responsible f o r  t h e  management 
of the  t o t a l  p r o j e c t  e f f o r t .  Provision must never the less  be 
made f o r  some type of advisory council  o r  committee t h a t  
represents  the  var ious  p a r t n e r s  involved a s  wel l  a s  t h e  
d i f f e r e n t  cons t i tuenc ies  t h a t  a r e  a f fec ted  by t h e  Projec t .  

( v )  A plan f o r  evaluat ion should be developed and p u t  i n t o  a c t i o n  
p r i o r  t o  the  a c t u a l  undertaking of the  p r o j e c t  i t s e l f .  It 
should provide f o r  t h e  ga the r ing  of necessary base l ine  da ta .  
Also, the  i n t e r n a l  evaluat ion  should be a continuous one s o  t h a t  
appropriate modificat ions i n  p r o j e c t  s t r a t e g i e s  can be made 
during the  p r o j e c t  e f f o r t .  In addi t ion ,  the  p lan  should provide 
f o r  external  ob jec t ive  evaluat ions  by a  team of q u a l i f i e d  
personnel.  

( v i )  Throughout t h e  p r o j e c t ,  a  programme of public  information a s  
well  a s  a  system of communication among a l l  p a r t i c i p a n t s  i n  t h e  
p ro jec t  i s  e s s e n t i a l .  I f  f u l l  co-operation i s  des i red ,  then a l l  
pa r tne r s  i n  t h e  process and a l l  c l i e n t e l e  must be informed of 
Projec t  events  a t  a l l  t imes,  must have t h e  opportunity t o  voice 
both support and concern and must be heard by those responsib le  
f o r  d i rec t ion  and implementation. 



(vii) An integral part of the project should be a programme of 
dissemination of project outcomes - project reports, print and 
non-print materials of use to educational institutions exemplary 
practices that might be adopted by and or modified by others, 
curricular innovations, new and improved methodologies and 
strategies, new organizational schemes etc. While some outcomes 
may not appropriately be disseminated until the completion of 
the project, there are many types of materials as well as ideas 
and strategies that can be given preliminary appraisal and 
communicated to the field for further use as well as continued 
study and field testing. 

(vii) An important component of the project effort is one that is 
directed towards the institutionalization of project outcomes. 
The following outcomes have been firmly institutionalized at 
CXC: syllabus development; syllabus review; data processing. 
The project did not provide for the firm institutionalization of 
the following materials development; materials dissemination; 
and the orientation of teachers. Thus, in the those areas which 
have not been fully institutionalized, it means that there must 
be some organization or agencies that will need to assume 
certain specific responsibilities. Of course, CXC has the 
capacity to do so, if funds are available to it. 

23 SPECIAL COMMENTS OR REMARKS 

This section contains remarks on the status of recommendations made in the 
interim evaluation of the Project. It also contains a few relevant comments 
that have not been incorporated elsewhere. 

Status of Previous Evaluation Recommendations 

In the previous PES we recorded a number of issues which needed attention 
and we now report on the progress that was achieved during the remainder of 
the life of the project- 

(a) The employment of full-time Local Coordinators wherever possible 
within the constraints of the budget:- The interim evaluation report 

, had noted that the lack of commitment of part-time Local 
Coordinators, who had to shoulder two jobs, was the most serious 
weakness in the Project. Efforts were made to increase the number of 
full-time Local Coordinators but success was limited and a 
significant number of the Local Coordinators continued to work on a 
part -time basis. 

(b) Ensuring that adequate clerical/secretarial staff is available to do 
Project work:- It had been noted that the failure of most of the 
subcontracting arrangements, whereby CXC would receive some relief 
from executing workshops, resulted in a tremendous burden on the 
Project administrative staff. Furthermore effforts to disseminate 
materials to an extent greater than was intended in the Project 
Paper, tremendously increased the work of the clerical/secretarial 
staff. Fortunately, the need for additional help were subsequently 
met by the Project. 



( c )  The development of s tuden t  a i d s  i n  support  of CXC syl labuses:-  
During t h e  in ter im evaluat ion ,  it was pointed  ou t  t h a t  whereas t h e  
P ro jec t  intended t o  prepare only a " l imi ted  amount" of teacher  and 
s tudent  ma te r i a l s ,  maximum Projec t  impact would only be achieved i f  
s i g n i f i c a n t  amount of ma te r i a l s  were produced and disseminated. The 
c o n s t r a i n t s  involved were, however, made c l e a r  i n  t h e  Projec t  
document. Subsequently CXC and USAID agreed t o  a d j u s t  t h e  Projec t  
budget t o  permit t h e  expenditure of l a r g e r  amounts of money f o r  t h e  
purposes of dissemination of t h e  m a t e r i a l s  produced. The amount of 
money ava i l ab le  f o r  t h e  purpose was c l e a r l y  inadequate but  has 
enabled a s t a r t  t o  be made. Much more needs t o  be done. 

( d l  Considering poss ib le  a l t e r n a t i v e  uses  of P r o j e c t  funds previously 
intended f o r  t h e  purchase of a small computer:- This  matter has been 
discussed elsewhere (see  Section 18) and t h e  funds were deployed i n  
o the r  v i t a l  a reas  of da ta  processing development. 

( e l  Completing t h e  c o l l e c t i o n  and a n a l y s i s  of b a s e l i n e  data : -  The 
in te r im evaluat ion  had ind ica ted  t h a t  a l l  t h e  base l ine  data ,  required 
t o  e s t a b l i s h  t h e  benchmark aga ins t  which P r o j e c t  progress might be 
measured, had not  been co l l ec ted .  Soon a f t e r ,  however, CXC made a 
determined e f f o r t  t o  complete t h i s  t a s k  and success fu l ly  achieved i t s  
goals .  The success of C X C ' s  e f f o r t s  a r e  ev iden t  from t h e  f a c t  t h a t  
t h e  ex te rna l  evaluators ,  i n  t h e i r  te rminal  eva lua t ion ,  have given an 
e x c e l l e n t  repor t  of t h e  comprehensiveness of CXC's  i n t e r n a l  
evaluat ion  e f f o r t s .  

New Issue t o  be Addressed 

The ex te rna l  evaluators  have emphasized t h a t  i n  t h e  long-term, t h e  
t a s k  of educational  improvement i n  t h e  Caribbean i s  demanding. The 
cur ren t  CXC/USAID Projec t  has made a s i g n i f i c a n t  cont r ibut ion  i n  
a s s i s t i n g  CXC i n  sy l labus  development, sy l l abus  review and data  
processing.  It has a l s o  a s s i s t e d ,  t o  some e x t e n t ,  i n  ma te r i a l s  
development and t eacher  t r a i n i n g .  Nevertheless t h e  continuing needs 
i n  secondary education a r e  g r e a t  and t h e r e  i s  s t i l l  t h e  need f o r  
continued mate r i a l s  development, m a t e r i a l s  dissemination and teacher  
o r i e n t a t i o n  t o  sy l labuses  and curriculum m a t e r i a l s .  In f a c t  t h e  
e n t i r e  spectrum of education,  a s  it r e l a t e s  t o  t h e  various l e v e l s  of 
education ( including t h e  secondary l e v e l )  a s  wel l  a s  t o  human 
development and nat ional  needs, must be under c a r e f u l  study and 
sc ru t iny  a s  p a r t  of a coordinated e f f o r t  a t  educat ional  reform and 
na t iona l  development. USAID has made a very s i g n i f i c a n t  cont r ibut ion  
but  i t s  needs t o  continue t o  a s s i s t  t h e  region.  
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